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The  assignment  to  discuss  coordination  of  farm  management  research 
between  the  Western  States  and  the  United  States  Department  of  Agriculture 
is  a  most  gratifying  one  in  view  of  the  program  of  the  Division  of  Farm 
Management  and  Costs  and  its  close  relation  with  State  farm  management 
workers  in  all  of  its  research  efforts   Of  the  sixty  or  seventy  projects 
being  carried  on  in  various  parts  of  the  country  by  our  Division,  all  with 
the  exception  of  two  or  three  are  conducted  cooperatively  with  State  agen- 
cies. 

Farm  Management  as  a  field  of  research  has  to  do  with  the  economic 
problems  of  the  individual  farmer.   State  farm  management  workers  are  up 
on  the  firing  line  in  this  campaign.   If  a  program  of  research  in  farm 
management  conducted  by  a  Federal  agency  is  to  be  effective  it  must  be 
geared  to  State  effort.   There  is  also  a  reciprocal  phase  of  this  rela- 
tionship.  Though  the  farm  management  problem  is  an  extremely  localized 
one,  down  to  the  individual  farm  and  its  operator;   nevertheless,   the 
problem  is  also  national  in  its  scope.   The  farmer  finds  himself  face  to 
face  with  economic  conditions  which  are  world  wide  in  their  ramification. 
He  must  compete  with  farmers  in  various  parts  of  the  country  and  abroad; 
therefore,  a  program  of  research  aimed  at  meeting  his  problems  must  be 
comprehensive  enough  to  give  him  the  benefit  of  knowledge  of  what  his 
competitors  are  doing  and  the  forces  and  conditions  under  which  they  are 
working  in  order  that  he  may  know  the  nature  and  strength  of  the  competi- 
tion he  must  meet.   Probably  quite  as  much,  therefore,  the  State  has  need 
of  an  agency  whoso  field  extends  beyond  State  borders  as  the  Federal 
Department  has  need  of  localized  connections  which  will  enable  it  to  make 
its  efforts  vital. 

I  understand  from  correspondence  v/ith  this  Association's  secretary, 
and  from  the  minutes  of  last  year's  proceedings,  that  a  considerable  amount 
of  discussion  was  entered  into  as  to  the  coordinating  function  which  this 
Division. might  perform  in  connection  with  farm  management  research  work  in 
the  States  of  this  region e   I  believe  it  was  suggested  that  a  man  be 
employed  whose  special  function  would  be  to  coordinate  farm  management 
research  work,  and,  so  far  as  possible,  eliminate  duplication  on  such 
phases  of  farm  management  problems  as  are  common  to  several  States.   It 
is  a  matter  of  regret  that  we  have  ngt  been  able  to  comply  more  fully  with 
the  spirit  of  these  suggestions.   The  lack  of  personnel  is  primarily 


responsible  for  our  scorning  failure.  .  ,We  are  devoting  a  considerable  amount 
of  research  time  to  projects  in  this  region  and  we  hope  to  devote  still 
more  time  in  the  future,  and  to  meet,  as  far  as  possible,  our  responsibilities 
by  full  participation  in  a  unified  regional  program. 

In  the  present  paper  it  is  my- desire  to  discuss  briefly  the  following 
considerations  with  reference  to  research  work  in  the  Western  States  and 
the  coordination  of  effort  among  the  various  agencies  involved: 

1.  Objectives  of  farm  management  research. 

2.  Some  important  essentials  to  the  effectiveness  of  farm 
management  research  and  to  the  use  of  its  products  in  view 
of  the  present  agricultural  situation. 

3.  The  outline  of  a  proposed  regional  program  in  farm  management 
research. 

4.  A  proposal  for  the  coordination  of  farm  management  research 
effort  in  the  Western  States. 


Objectives  in  Farm  Management  Research 

One  of  the  most  important  requirements  in  any  field  of  endeavor  is 
occasionally  to  get  far  enough  awriy  from  the  y/hole  structure  to  view  it  in 
perspective  and  to  determine  with  as  much  clarity  as  possible  what  it  is  for 
and  whether  or  not  it  is  achieving  the  ends  for  which  it  was  brought  into 
existence.  Wo  need  thus  to  look  at  our  farm  management  research  effort  and 
to  raise  the  questions  -  What  is  it  for?   Who  is  to  benefit?   What  ought 
it  to  achieve,  and  by  what  means?   The  specific  objectives  of  various 
research  agencies  interested  in  the  same  general  problems  may  be  different 
in  detail  but  are  not  likely  to  be  out  of  accord.   This  is  true  with  refer- 
ence to  the  agencies  in  farm  management  research  set  up  by  Federal  and  State. 

Farm  management  research  had- its  beginnings  in  the  efforts  of  State 
agencies.   Only  a  few  States  participated  in  this  early  beginning.  Subse- 
quently a  substantial  expansion  in  farm  management  research  effort  came  with 
the  establishment  of  it  in  the  Federal  Department.   In  these  earlier  efforts 
there  was  but  little  in  the  way  of  cooperative  vrork.   As  interest  in  farm 
management  problems  expanded  and  more  State  agencies  were  financed  for  the 
beginnings  of  farm  management  research  work  a  new  phase  of  the  Federal  effort 
developed.   It  came  in  the  form  of  cooperative  projects  in  which  the  aart 
of  the  Federal  agency  was  very  largely  that  of  helping  finance  State  projects 
There  was  not  in  the  case  of  most  of  these  newer  projects  any  very  close 
relationship  between  the  Federal  worker  and  the  primary -data  gathering  in- 
volved in  the  project.   The  intimate  understanding  of  the  qualitative 
factors  in  the  problem,  which  should  come  from  any  well  conducted  farm  manage- 
ment research  project,  were  secured  primarily  by  State  rather  than  Federal 
workers.   It  was  only  occasionally  that  State  and  Federal  workers  partici- 
pated very  closely  in  the  analysis  and  interpretation  of  the  data.  Mere 
recently  we  have  tried  to  remedy  this  situation  by  having  responsible  staff 
members  of  this  Division  work  in  close  cooperation  with  similarly  responsible 
State  workers  in  the  entire  proseeution  of  the  projects,  from  the  planning 
and  conduct  of  the  field  work  through  the  tabulation  and  interpretation  to 
the  final  preparation  for  publication.  We  are  doing  this  partly  because  wo 
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have  a  growing  consciousness  for  the  need  of . concentrating  in  the  Federal 
Department  as  intimate  a  knowledge  of  American  agriculture  and  its  economic 
problems  as  is  possible.   More  and  more  the  various  branches  of  the  Federal 
Government  having  an  interest  in.  agriculture  are  working  'toward  national  and 
regional  agricultural  policies..   What  is  more  ,  fundamental  as  a  basis  for  a 
rational  working  out  of  policy. than  an  understanding  of  the  farmer Ts  own 
economic  situation. and  the  problems  and, conditions  which  confront  him,  both 
external,  and  internal  to  his  own' business..  Such  an  understanding  should 
result  from  an- adequately  conceived  and  effectively  executed  farm  management 
research  program.  . 

An  occasion  for  the  stock-taking  of  our  effort,  such  as  was  just 
mentioned,  comes  annually  in  the  Division  with  the  preparation  of  the  budget 
and  the  presentation  of  data  supporting  our  budget  recommendations.  Those 
responsible  for  approving  and  voting  funds  insist  upon  reasons  why  the  funds 
should  be  forthcoming.   One  important  benefit  of  this  annual  procedure  is 
that  it  compels  us  to  think  on  what  we  are  really  trying  to  do  in  our  research 
program  and  how  successful  we  are  in  reaching  our  objectives.   On  the  most 
recent  occasion  of  this  sort  I  put  down  the  following  as  the  objectives  of 
this  Division: 

First;   to  achieve  an  intimate  understanding  of  the  farming  industry 
in  every  part  of  the  United  •  States,  including  the  financial  and  business 
organization;   the  nature  of  its  personnel;   its  production  program;   the 
physical,  technical,  economic,  and  personal  factors  which  have  been  and  arc 
now  shaping  it;   and  to  determine-  the  trends  of  its  future  development.   We 
want  to  acquire  this  intimate  understanding,  first  of  all,  on  the.  part  of  our 
own  staff,  and,  second,  to  generalize  it  by  means  of  publication,  participation 
in  outlook  conferences,  and  the  supplying  of  material  for  extension  work  and 
other  types  of  adult  education  as  well  as  the  more  formal  education  in  farm 
economy  presented  in  farm  management  courses  in  our  agricultural  colleges*. 

Second;   the  determination,  so  far  as  possible.,  of  the  form  of  farm 
organization  and  method  of  operation  representing  highest  comparative  advant- 
age -  that  is,  the  best  and  most  profitable  use  of  farm  resources  -  for  every 
agricultural  region  and  area  and  for  various  combinations  of  conditioning 
factors  within  these  regions  and  areas.  This  objective  is,  of  course,  a  part 
of  the  preceding  one  but  carries  it  definitely  into  the  field  of  farm  business 
administration;  whereas  the  first  is  directed  more  toward  the  general  and 
collective  aspect  of  farming. 

Third;   to  find  the  most  practicable  ways  and  means  for  reducing  the 
costs  of  agricultural  production  through  the  adoption  of  more  efficient  farm 
organization  and  farm  practice  and  through  the  most  effective  adjustment  of 
size  of  farm,  distribution  of  labor,  and  use  of  all  farm  resources.  What' we 
need  to  turn  our  attention  to  in  connection  with  farming  costs  is  the  matter 
of  efficiency  in  both  organization  and  operation  which  will  mean  a  larger  out- 

W\   f5n  the  uso  of  a  given  amount' of  the  factors  of  production  and  hence  put 

proaucer  in  a  stronger  competitive  position  by  enabling  him  to  produce 
at  lower  costs.   This  seems  undoubtedly  the  process  by  which  readjustments 
to  new  price  .relationships  must  come  about. 

Fourth;   to  coordinate  and  analyze  all  data  secured  in  pursuit  of  the 
foregoing  objectives,  and  such  other  information  as  may  bear  on  the  problem, 
for  the  purpose  of  determining  the  nature  of  the  readjustment  necessary  to 
place  American  farming  in  a  satisfactory  economic  position  and  to  hasten  the 
process  of  such  readjustment.   This,  of  course,  has  reference  to  the  utiliza- 
tion of  farm  management  research,  results  in  extension  programs,  outlook  making, 
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and  general  educational  activity." 

Inadequately  as  these  objectives  are  stated,  I  venture  that  they 
express  to  some  extent,  at  least,  the  things  the  State  farm  management  workers 
have  "been  thinking  about  in  the  setting  up  of  their  program  and  projects. 
In  view  of  the  intimate  Tray  in  which  the  State  research  man  is  connected  with 
the  educational  efforts  of  his  institution,  there  must  always  be  a  somewhat 
closer  connection  "between  his  program  and  that  of  extension  and  classroom 
teaching  work  than  can  be  true  of  the  Federal  worker.  The  efforts  of  these 
two  groups  of  research  workers,  however,  should  be  so  coordinated  as  to 
contribute,  jointly,  both  to  the  educational  uses  which  are  primarily  State 
responsibility' and  the  broader  needs  of  the  Federal  Department. 

Some  Essentials  in  Making  Farm  Management 
Res 3 arch  Worg  Effective 

It  may  be  worth-while,  before  discussing  the  specific  elements  of 
a  farm  management  research  program,  to  note  briefly  some  essential  considera- 
tions in  effective  research  in  this  field.  For  the  most  part  the  things  to 
be  noted  hero  are  obvious,  but  it  seems  to  be  a  besetting  sin' of  the  research 
worker,  as  well  as  many  other  classes  of  "orkors,  to  overlook  many  things 
which  are  very  obvious  and  at  the  same  tine  very  fundamental  in  the  working 
out  of  his  problem. 

1.   First  of  all,  it  would  seem  that  cur  research  should  be  vital, 
that  is,  directed  at  actual  problems.  This  seems  too- obvious  to  further 
notice.   "Pass  oil,1'  you  will  say,  "to  your  next  point."   But  arc  wo  sure 
always  as  to  the  real  nature  of  the  problems  we  are  attacking?  Arc  they 
always  obvious  facts  to  us?   The  research  worker  in  farm  management  must 
have  a  broad  vision  of  his  problem  in  order  that  he  nay  appreciate  the  bearing 
of  external  forces  and  conditions  upon  the  individual  farm  business  which  he 
is  studying;   but,  quite  as  much,  he  must  have  a  penetrating  vision  in  order 
that  he  may  readily  discern  the  factors  that  are  at  work  within  the  farm 
organization  itself  and  which,  I  believe,  all  too  frequently  escape  the 
scrutiny  of  the  farm  management  research  man.   We  are- all  too  familiar  with 
the  results  of  the  worker  who  sees  no  more  than  the  mere  taking  of  records, 
the  tabulating  of  them,  end  the  pointing  out'  in  his  text 'the  obvious  quantita- 
tive results  to  be  found  in  his  tables.  We  have  had  in  our  own  Division  the 
dreary  task  of  reading  too  many  manuscripts  which  were  evidently  the  result 
of  such  a  program.  •  . 

In  the  earlier  days  cf  farm  management  research  with,  objectives  less 
clearly  defined,  it  was  not  surprising  that  a  more  or  less  fcrmalistic  atti- 
tude was  taken  toward  it,  particularly  on  the  part  of  experienced  workers. 
Charged  with  the  responsibility  of  using  research' funds,  it  was  perhaps  to  be 
expected  that  he  should  merely  do  another  survey  or  conduct  another  cost 

study.  However,  with  almost  three  decades  of  farn  management  research  ex- 
perience behind  us  in  this  country  and  with  a  growing  appreciation  on  the  part 
cf  administrative  officials  and  the  public  of  the  economic  problems  confronting 
agriculture,  and  of  the  mature  of  the.  farmers1  position  in  the  whole  problem, 
it  seems  obvious  that  we  should  proceed  in  the  use  cf  the  limited  funds  at 
our  disposal  to  think  carefully  into  the  nature  cf  each  problem  before  we 
attack  it.  We  should  select  carefully  what  to  study  and  determine  in  advance 
the  essential  facts,  both  quantitative  and  qualitative,  that  are  required. 
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2.   In  t-tio  second  place,  it  scorns ,  to  mo  that  our' research  efforts 
should  bo  directed  not  merely  at  the  immediate'  aspects  of  a  problem  for  the 
purpose  of  getting  quickly  limited  results,  much  needed  to  meet,  emergency 
situations;  but  that  a  considerable  part  of  our  research  energy  be  devoted 
to  the  more  fundamental  factors  underlying  the  urgent  problem.'  Under  the 
present  condition  of  agricultural  depression  there  is  tremendous  pressure 
for  immediate  results  from  research  because  these  results  are  sorely  needed 
as  a  basis  of  some  sort  of  program  either  extension  or  otherwise.  All  of 
our  research  institutions  are  feeling  more  and  more  the' pressure  of  these 
immediate  service  tasks  and  are  realizing  that  the  more  fundamental  aspects 
of  research  are  suffering  from  lack  of  attention.  In  the  case  of  our  own 
Division  the  necessity  of  spending  a  larger  and  larger"  amount  of  time  on 
the  very  necessary,   and  -  let  us  hope  -  fruitful  work  connected  with  the 
making  of  outlook  reports,  is  cutting  seriou-sly  into  the  time  and  energy 
necessary  for  the  prosecution  of  our  research  projects. 

Further,  the  nature  of  the  research  projects  themselves  is  being 
influenced  by  this  demand  for  quick  results.   I  can  illustrate  it  by  one 
instance,  that  of  a  farm  power  study  which  we  recently  conducted  in  coopera- 
tion with  local  agencies  in  ten  States.  Recent  changes  in  the  farm  power 
situation  urgently  demanded  information  on  power  duty  of  tractors  as  com- 
pared with  horses,  upon  the  relative  costs  of  power •from  the  two  sources, 
and  many  other  aspects  of  an  immediately  urgent  nature.   It  was  possible, 
in  this  study,. to  do  no  more  than  meet  these  immediate  demands.  The  more 
fundamental  problems  of  real  farm  economy  in  terms  of  size  of  business, 
financial  requirements,  and  modification  in  the  organization  of  the  farm, 
tied  up  in  this  shift,  from  animal  to  mechanical  power,  could  not  be  touched 
upon,  much  as  we  recognize  the  desirability  of  it*  What  ?/e  need  to  do  is 
to  resort  now  to  some  intensive  studies  on  the  more  fundamental  aspects  c£ 
this  important  problem. 

Some  other  specific  lines  of  inquiry  of  a  more  fundamental  nature 
may  be  mentioned.  The  whole  range  of  problems  centering  ,in  the  physical 
law  of  diminishing  returns  as  'it  affects  the  application  of  fertilizer  or 
the  feeding  rations  of  livestock  or  the  amount  of  labor  and  po'wer  most 
profitably  employed  in  crop  production  need  the  sort  of  study  which  thus 
far  we  seem  to  have  been  unable  to  give  it. 

3.   The  third  essential  has  to  do  with  research  method <,   It  is  im- 
port-ant that  we  shall  not.  lot'  our  method  run  away  with  us.    In  other  words, 
the  consideration, back  of  method  is  the  problem  to  be  attacked  and  the  re- 
sults to  be  obtained  rather  than  any  abstract  perfection  in  method  itself. 
I  believe  there  is  constantly  a  tendency  to  stereotype  our  methods  and  to 
determine  whether  this  or  that  one  is  valid  or  prober  as  contrasted  with 
some  other  method  which- we  are  prone  to  condemn.   In  a  field  so  complex  as 
farm  management  our.  research  method  must  be  kept  flexible,  and  adaptable  to 
the  specific  nature,  of  the  problem  being  studied.'  Long  discuss ionson  the 
technique  of  sampling. and  of  testing  of  samples  have  been  engaged  in,  probably 
without  an  adequate  realization  of  how  complex  a  thing  a  farm  is  and  how  many 
of  its  hundreds  of  .characteristics  are  involved,  in  a  farm  management  inquiry. 
The  growing  attention,  to. research  method  is  certainly  all  to  the  good.  How- 
ever, we  should  guard  against  taking  wholesale  any  generalizations  with 
reference  to  method  and  procedure.  The  effective  research  man  must  be  able 
to  modify  his  method  to  meet  the  specific  characteristics  of  the  problem  he 
is  studying.   It  would  seem  that  controversies  as  to  the  validity  of  the 
survey  method  or  of  the  cost  analysis-  method  is  very  largely  beside  the  point. 


The  real  question  is  as  to  hot?  the,  research  worker  can  best  get  at  the 
realities  in  the  farn  situation.  He  will  need  to  determine,-  first,  what  is 
the  problem,  then,  what  .are  the  facts. needed  to  throw  adequate  light  upon 
it,  how. to  get  them  in  a  most  dependable  and  adequate  form,  and  then  to  ■ 
s-ee  the  relationships.  There  .is  no  substitute',  in  the  form  of  automatic 
method,  for  the  ability  to  do  effective  analytic  thinking  and  adequate 
synthesis  of  the  results  of  analysis  in  the  process  of  interpretation. 

4..  One  essential  which,  to  my  mind,  has  been  too  much  neglected 
all  through  the  development  of  farm  management  research,  is  the  necessity 
of  recognizing,  the  farmer  himself  in  the  farm  problem  as  a  responsible 
organizing  and  directing  agency.  This  realization  is  essential  to  the 
making  of  research  results,  educational,  and  not  merely  rule -of -thumb 
directions  to  the  farmer  on  hew  lie  should  set  up  and  run  his  business.  We 
have,  I  think,  been  too  frequently  prone  to  use  our  research  efforts  as  a 
means  of  diagnosis  of  the  farming "situation  with  a  view  of  writing  a  pre- 
scription of  such  general  application  that  it  might  come  under  the  classi- 
fication of  old  fashioned  patent  medicine.  We  have  probably  been  too  prone 
to  regard  the  results  of  our  research  work  as  being,  ideally,  such  as  to 
relieve  the  farmer  of  the  necessity  of  thinking  out  his  own  problems;  whereas 
at  best  all  that  we  can  hope  to  accomplish,  and  what  in  the  long  run  will 
.bo  most  effective  in  the  way  of  accompli sjment ,  is  to  furnish  him  with  an 
adequate  basis  and  equipment  for  thinking  through  his  own  problems  and 
arriving  at, his  own  decisions  with  reference  to  tho  organization  and  manage- 
ment of  his  business.   It  is  important  that  we  call  ourselves  to  task  fre- 
quently in  order  that  wo  shall  not  forget  the  importance  of  this  fundamental 
point-  of  view  -  that  of  the  farmer Ts  own  responsibility  and  the  hopelessness 
of  our  aiding  him  toward  more  successful  farming  except  through  a  recogni- 
tion that  ho  is  master  of  his  own  economic  destiny. 

Finally,  we  should  recognize  the  desirability  of  a  most  intimate 
working  relationship  between  the  research  man  and  the  extension  man  in 
farm  management.   If  research  is  to  be  most  worth-while  it  must  be  more  than 
getting  facts  and  more  than  analyzing  them.   It  must  involve  the  living  into 
the  farmer Ts  problem  on  the  part  of  the  research  man.   If  extension  work  is 
to  profit  by  the  results  of  research  it  cannot,  except  in  a  very  limited  de- 
gree, come  through  the  mere  handing  over  of  facts,  even  though  they  be  most 
properly  analyzed  and  garnished.   The  extension  man  himself  must  live  into 
tho  problem. pretty  much  as.  the  research  man  does.  Busy  as  the  extension  man 
is'  at  all  times  I  am  inclined  to  think  that  he  would  get  further-  with  his 
problem  if  he  took  some  of  his  time  for  association  with  the  research  man 
as  the  latter  goes  about  his  task  of  studying  the  farmer  and  his  business 
problems,  and  in  thinking  through  the  relationships  which  he  finds  in  the 
processes  of  interpreting  his  research  results.   In  other  words,  it  seems 
to  me  extremely  desirable  that  tho  extension  man  participate  at  least  to  a 
limited  degree  in  tho  research  process  itself.  He  might  serve  as  an  assist- 
ant to  the  research  man.   In  this  way  he  should  be  able  not  only  to  benefit 
himself  and  to  enrich  his  store  of  material  for  extension  work;  but  he 
should  be  ablo  to  help  the  research  man  very  materially  in  keeping  his  feet 
on  the  ground  and  keeping  his  procedure  keyed  to  tho  vital  considerations 
cf  .the  problem  he  is  studying,  This  sort  of  cooperation  is  admirably  exam- 
plified  already  in  several  cf  the  States  of  this  region. 
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SUGGESTIONS  FOR  A  COORDINATED  RESEARCH  PROGRAM 

We  are  now  ready  to  discuss  a  program  of  farm  management  research, 
together  with  a  proposed  division  of  labor  upon  the  various  projects, 
the  cooperation  which  should  he  involved,  and  the  coordination  of  its 
various  elements.  Such  a  program  should  be  shaped  with  due  consideration 
to  the  nature  of  agriculture  in  the  Western-States,  to  the  peculiar  agri- 
cultural situation  both  local,  regional,  and  general ,  in  which  the  prob- 
lems have  their  setting,  and  the  amount  and  quality  of  the  resources 
available  to  support  such  a  program.   It  should ,  of  course,  be  shaped  to 
meet  the  objectives  determined  upon  and  be  made  to  conform  to  the  best 
conceivable  in  the  way  of  research  method.   Most  important  of  all,  it 
should  be  planned  with  a  view  of  supplying  a  constantly  growing  body  of 
information  and  interpretation  for  the  various  educational  and  policy- 
forming  agencies  concerned  with  Western  States  agriculture. 

In  presenting  suggestions  for  such  a  study,  I  cm  keenly  aware  of 
the  substantial  developments  in  .farm  management  research  in  the  various 
Western  States  and  of  the  very  considerable  volume  of  results  which  have 
already  come  from  these  State  programs.   Nor  are  cooperation  and  coordina- 
tion entirely  new  elements  in  the  situation.   This  Division  has  some  of 
its  more  pleasant  and  profitable  cooperative  relations  in  connection  with 
projects  being  prosecuted-  in  the  West.   It  is  only  with  a  view  of  working 
toward  a  more  comprehensive  and  complete  program  and  a  still  better  align- 
ment of  research  effort  toward  unified'  objectives  that  I  venture  to 
suggest  the  following  outline: 

I.   Studies  on  the  collective  or  general  aspects  of  the  farm 
management  problem. 

A.  Types -of -Farming  Projects 

B.  Local  price  studies 

C.  Elasticity  of  Supply 

D.  Interregional  Competition  and  Commodity  Studies 

II.   Individual  Aspects:   or  Farm  Organization  and  Management 

A.  The  farmer *s  program  of  production 

B.  Size  of  farm 

C.  Farm  Improvement 

D.  Farm  technique,  including  farm  power,  machinery,  crop 
and  livestock  practice,  and  farm  operation 

E.  Efficiency  and  costs 

F.  Financial  organization  and  management,  including  long- 
time capital,  operating  capital,  reserves,  and  credit 
relations 

G.  The  human  element  in  Farm  Proprietorship 

Let  us  take  up  the  various  items  in  this  outline  for  detailed 
comment.   In  the  first  place,  the  division  of  the  field  into  its  col- 
lective and  individual  aspects  may  need  some  defense.   It  seems  to  me 
that  the  farm  management  research  worker  may  clarify  his  thinking  on  the 
organization  of  his  work  .to-  a  considerable  degree  by. making  this  distinc- 
tion. Although  farm  management  as  a  function  is  very  distinctly  a  matter 
of  the  individual  farmer- and  his  farm,  nevertheless ,.  the  farmer  must  ¥/ork 
in  an  environment ,  partly  physical  and  partly  'economic ,  which  both  the 
farmer  and  the  research  man  should  adequately  understand.   No  farm  manage- 
ment research  worker  can. have  an  adequate  appreciation  of  the  individual 


farmer's  problem  of  economy  unless  he  understands  pretty  thoroughly  the 
economic  and  physical  environment  to 'which  the  farmer  must  adjust  himself 
in  his  job  of  making  a  living  and  getting  ahead  in  the  world.  Further, 
if  we  are  to  take  the  educational  point  of  view  as  to  the  value  of  farm 
management  research  results  we  mast  supply  the  farmer  and  his  advisors 
with  a  fairly  adequate  understanding  of  this  -  environment.  This  is  my  jus- 
tification for  the  considerable  amount  of  attention  given  in  this  outline. 
and  in  the  program  of  the  Division,  to  what  I  have  termed  the  collective 
aspects  of  the  farm  management  problem. 

The  first  item  in  this  group,  the  type- of -farming  studies,  is,  at 
the  point  of  departure  at  least,  as  well  as  a  considerable  distance  along 
its  way,  collective  in  its  nature.   It  is  essentially  a  general  picture 
of  the  agricultural  industry  in  its  lights  and  shades  geographically  pre- 
sented.. To  be  sure,  geographic  differences  in  the  agricultural  industry 
are  not  the  only  ones  nor  the  most  important,  but  geographic  treatment  in 
the.  characterization  of  the  agriculture  of  a  State  cr  region  has  such 
unmistakable  utility  that  we  tend  to  put  the  emphasis  upon  that  phase. 

Most. of  the  type-of-farming  research  work  already  done  under  formal 
projects  has  been  carried  on  in  the  Mississippi  Valley  where  conditions 
are  comparatively  uniform  end  where ■ the  job  has  probably  been  easier  than 
in  regions  of  more  heterogeneous  natural  conditions: such  as  are  found  in 
the  West.  At  the  outset,  it  is  to  be  recognized  that  this  work  bears  a 
very  close  relationship  to  research  in  land  utilization  and  economic 
geography.  The  essential  characteristic  of  a  type-of-farming  study  which 
differentiates  it  from  other  closely  rela-ted  studies  is  the  point  of  view 
and  method  of  procedure.   Type-of-farming  research-  takes  its  departure 
from  an  interest  in  the  internal  business  organization  of  the  farm;  it 
seeks  to  determine  model  types  of  farm  organization.  The  internal  rela- 
tion of  farm  enterprises  and  the  close  connection  of  this  study  with  farm 
organization  studies  themselves  are  the  unifying  considerations  which 
give  this  type  of  research  its  character  and  identifies  it  as  -within  the 
field  of  farm  management. 

Several  different  research  procedures  have  been  followed  in  pursu- 
ing type-of-f arming  studies.   In  its  beginnings  it  is  essentially  a 
reconnaissance  whose  immediate  objective' is  to  reveal  the  general  nature 
of  the  farm  management  problems  to  be  studied.   For  this  reason  it  resorts 
to  the  use  of  comprehensive  data  such  as  census  fig-ares  in  order  to  depict 
the  agriculture  in  broad  terms  and  to  mark  cut  the  boundaries  of  areas 
having  generally  similar  farm  economy.   From  this  point  it  may  proceed  ir. 
one  or  both  of  two  directions.^  It  may  confine  itself  entirely  to  the 
general  aspects  of  the  agricultural  industry,  area  by  area  and  region  by 
region,  and  seek  to  determine  the  causal  factors  which  have  shaped  agri- 
cultural development  and  are  now  determining  the  trends  of  its  future 
development.  The  other  direction  in  which  it  may  be  developed  is  toward 
the  more  intensive  farm  organization  studies  themselves.   The  first  step 
in  this  direction  is  the  determining  of  model  types  of  farm  organization 
within  each  area.   The  extent  to  which  this  is  pursued  depends  upon  the 
judgment  of  the  research  worker  and  upon  the  nature  of  the  program  of 
t  lich  the  study  is  a  part,  as  well  as  upon  the  ir.miediate  and  long-time 
objectives.   If  it  is  pursued  any  great  distance  it  becomes  identical  wiih 
the  individual  fam  organization  study  in  its  various  aspects. 


In  our  divisional  program  we  are  conceiving  the  first  of  these 
directions  of  development  to  be  the  major  one  in  a  type-of —farming  study. 
First  of  all,  this  keeps  it  in  the  collective  rather  than  the  individual 
part  of  the> program.  Further,  the  seeking  out  of  causal  relationships 
is  the  most  essential  part  of  a  program  directed  at  a  full  understanding 
of  our  agricultural  problems  and  in  developing  a  basis  of  fact  and  analy- 
sis on  which  to  build  an  educational,  .and  policy-forming  program.  For 
example,  we  must  first  know  the  relationship  between  the  recent  extension 
of  the  wheat  and  cotton  areas,  to  the  nature  of  the  soil,  surface,  and 
rainfall  as  well  as  to  the  general  technical  picture  of  this  new  phase 
of  farming  in  order  to  form  any  intelligent  judgment  as  to  what  should 
be  the  nature  and  extent  of  readjustments  to  meet  the  conditions  imposed 
by  the  new  price  phase  in  which  these  regions  find  themselves. 

A  careful  consideration  of  plans  for  this  type  of  study  is  pecu- 
liarly, in  order  just  now  not  only  because  of  the  need  for  the  results 
but  because  of  the  early  availability  of  new  and  important  data  from  the 
fifteenth  Federal  census.  For  .the  first  time  the  census  is  to  report 
on  types- of -farming  based  on  a  classification  of  farms  determined  by 
sources  of  income.   Dr.  Elliott,  who  formerly  was  in  charge  of  the  type- 
of-farming  studies  -of  this  Division,  has  had  charge  from  the  beginning 
of  the  tabulations  and  analysis  of  this  phase  of  the  agricultural  census. 
A  series  of  State  bulletins  is  in  process  of  preparation.   This  material 
should  be  of  great  significance  in  connection  with  this  sort  of  study. 
Further,  the  use  of  it  by  the  States  and  the'Federal  Division  of  Farm 
Management  should  be  made  as  early  as  possible  before  the  material  gets 
out  of  date  and  while  it  can  be  of  maximum  value  in  the  present  agricul- 
tural depression.  Situated  as  we  are  in  our  offices  as  a  near  neighbor 
to  the  Census  Bureau,-  our  Division  is  enabled  to  digest  and  make  avail- 
able for  joint  effort  on  this  line  of  projects  all  of  the  resources  of 
the  Federal  Census.   This  is  one  of  the  fields  in  which  there  can  be  an 
effective  division  of  labor  under  a  series  of  cooperative  projects  which 
will  give  us  a  new  inventory  of  Western  States  agriculture  and  form  the 
basis  for  a  unified,  coordinated  program  of  farm  management  research. 
It  should  be  understood  that  the  Census  material,  supplemented  as  it 
will  be  by  the  new  data  already  referred  to,  is  only  a  part  of  the  data 
needed  in  the  types-of -farming  studies/  We  need,  particularly  in  the 
Western  States,  to  gather  all  available  data  on  topography,  soils,  and 
other  physical  conditions,  and  we  need  more  particularly  a  close  scrutiny 
of,  the  farming  itself  as  a  basis  for  interpreting  the  quantitative  data 
secured.   It  is  at  this  point  that  we  want  to  tie  up  most  closely  with 
the  State  men,  With  their  greater  familiarity  with  the  details  of  the 
agriculture  of  their  respective  States  it  will  be,  it  seems  to  me,  pri- 
marily their  function  to  contribute  to  the  interpretative  phase  of  these 
studios.   The  next  item  in  the  collective  group  is  local  price  studies. 
This  represents  an  aspiration  rather  than  any  very  significant  start. 
Such  work  as  this  Division  has  already  done  in  this  field  has  been  only 
incidental  and  in  connection  with  the  local  farm  organization  studies. 
Logically,  it  represents  a  field  of  joint  interest  between  farm  manage- 
ment and  price  analysis  and  we  already  have  a  tentative  agreement  with 
the  Division  of  Statistical  and  Historical  Research  for  the  future  carry- 
ing out  of  a  series  of  sucn  .projects. 


•Information  with  reference  to  local  farm  prices  is  of  great  impor- 
tance in  connection  with  farm  organization- work.  The  departure  of  local 
prices  from  central  market  prices  is  a; thing- -which  varies  both  regionally 
and  seasonally.  An  understanding  of  the  extent  to  which  these  variations 
go  and  the  causes  for.  the  seasonal  variations  are  essential;  to  understand- 
ing the. farmer's  problem  of  readjusting  his  production  'program.  .  In  this 
respect  local  prices  constitute  one  phase  of  the  economic  environment 
which  we  seek  to  examine  in  type-of -farming  studies. 

.  So  far  as  I  can  see ,  there  is  no  particular  logic  in  the  determina- 
tion of  what  agencies  shall  be  predominantly  active  in  these  projects.-  It 
is  not  a  thing  which  can  be  delegated  to  one  State  agency  and  be  used  by 
another;  since  the  local  price  pattern  will  be  different  for  each  State. 
It  would  seem  to  lie  within  the  field  of  cooperative  Federal  and  State  ac- 
tivity, just  as  most  of  the  other  localized  aspects  of  the  problem  do. 

The  third  item  in  this  collective  list  is  elasticity  of  supply. 
This  also  is  closely  related  to  the  type-of -farming  v.ork  since  it  seeks 
to  explain  the  dynamic  phases  of  farmers  *  programs  of  production  and 
their  response  to  the  various  phases  of  commodity  price  cycles.   It  seeks 
to  .answer  the  question  of  the  extent  and  timing  of  -changes  made  in  the 
volume  of  output  by  farmers  of  any  given  commodity  in  response  to  .price 
changes.   This  Division  has  made  a  start  on  this  work  by  studying  the 
variations  in  flax  acreage,  variations  in  the  output  of  hogs,  and  similar 
variations  in  dairy  output. ■  Some  interest  In  this  work  has  been  mani- 
fested on  the  part  of  certain  States  and  we  are  getting  some  calls  for 
cooperation  from  the  Middle  West.   It  isa  type  of  study  -which  lends 
Itself  particularly  to  statistical  analysis  and  as  such  tends  to  be  a 
one-man  sort  of  research  task  which  may  possibly  be  more  logically  the 
work  of  this  Division  than  of  the  States  in  a  coordinated  program. 
Nevertheless,  we  invite  the  interest  of  the  State  men  in  this  and  shall 
be  more  than  willing  to  establish  cooperative  relations  where  they  are 
desired. 

Interregional  competition,  the  fourth'  item  in  this  list,  is  of 
growing  interest  and  importance  in  this  period'  of  instability  and  need 
for  readjustment.   The  wheat  farmers' of  the  United  States  are  more  and 
mere  asking  the  question  as  to  how  long  continued  the  severe  competition 
from  other  lands  is  likely  to  be.   Similarly,  the  growers  of  Idaho  pota- 
toes are  interested  in  the  probable  expansion-  of  the  potato  acreage  in 
other  States  and  its  effect  upon  the  prices  they  will  be  able'  to  get. 
Basic  to  these  considerations  is  a  study  of  relative  efficiency  and  com- 
parative costs  bet?;een  producing  regions'  and  of  enterprise'  competition 
and  comparative  advantage  as  between  alternative  enterprises  in  each  of 
the  competing  regions  involved  in  any  commodity.  It  is' nest  assuredly 
a  thing  involving  the  general  aspects  of  the  agricultural  industry  but 
for  its  adequate  treatment  it  involves  most  intensive  farm  organization 
studies,  not  only  within  the  given  region  concerned  but  also  within  the 
competing  regions. 

The  interregional  nature  of ' the  problem  of  competition  puts  this 
sort  of  study  well  within  the  realm  of  the  Federal  Department.  Limita- 
tions of  State  funds  and  State  research  men'stime,  and  the  impractica- 
bility of  working  outside  State  boundaries,  effectually  prevent  State 
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men  from  studying  conditions  in  other .States  and  regions.-  It  is  the 
responsibility,  therefore,  of  the  Federal  Department  to  bring  together 
such  information  as  may  be  available  and  to  supplement  it  where  neces- 
sary in  order  to  supply,  the  essential  information.  This  Division  is 
carrying  on  a  group  of  studies  which,  for  lack  of  a  better  term,  we 
call  commodity  studies  whose  first  objective  is  to  meet  this  sort  of 
problem.  Up  to  this  time  we  have  confined  our  efforts  primarily  to  a 
series  of  cooperative  projects  on  commodities  such  as  apples,  or  some 
other  rather  highly  specialized  crop ,  and  have  tried  to  show  in  a  com- 
prehensive way  through  projects  usually  cooperative  with  a  number  of 
States  ,  the  production  methods  and  production  costs  under  the  varying 
conditions  found  wherever  the  commodity  holds  an  important  position. 
We  have  had  on  the  whole  more  demand  for  this  type  of  study  than  we  have 
been  able  adequately  to  meet.   Quite  recently,  at  the  suggestion  from 
the  New  York  Station,  we  have  undertaken  a  somewhat  different  attacko 
The  request  was  for  a  nation-wide  poultry  study.  We  knew  that  many 
States  had  been  studying  the  farm  management  aspects  of  poultry  farming, 
both  specialized  and  general.   We  knew  also  that  we  could  not  finance  a 
major  study  of  so  important  a  commodity  if  it  meant  gathering  original 
data  in  adequate  amounts.   We,  therefore,  approached  State  workers  on 
the  proposition  of  utilizing  already  gathered  material  in  order  that  we 
might  put  it  together  in  an  attempt  to  paint  a  national  picture  of  the 
poultry  industry.  The  response  has  been  gratifying  indeed.   We  hope 
that  we  may  be  equal  to  the  task  of  coordinating  and  interpreting  the 
vast  amount  of  information  which  has  been  offered  us.   It  would  seem 
that  this  Division  might  render  a  similar  service  with  reference  to 
many  commodities  which  State  workers  have  studied. 

The  second  general  group  of  studies,  entitled  Individual  Aspects 
of  Farm  Organization  and  Management,  embraces  the  central  field  of  farm 
management  research  and  is  one  in  v/hich  the  major  investment  of  research 
funds  up  to  this  time  has  been  made.   In  a  sense,  all  of  the  considera- 
tions listed  under  this  general  topic  constitute  one  major  project  and 
in  many  cases  have  been  studied  jointly  rather  than  separately.  Under 
moat  conditions  I  think  that  we  may  well  favor  the  single  project  approach 
rather  than  to  divide  it  into  many  limited  phases.   There  are  special  situ- 
ations in  which  limited  aspects  of  the  farm  organization  problem  may  be 
studied  to  good  effect.   However,  the  farmer  is  interested  in  all  of 
these  things  and  as  we  need  to  study  his  problem  from  his  own  point  of 
view,  there  is  considerable  advantage  in  a  type  of  project  which  covers 
the  whole  range. 

Let  us  examine  some  of  the  sub-divisions  of  this  group  from  the 
point  of  vie?/  of  their  significance  in  the  present  agricultural  situation 
and  their  place  in  a  farm  management  research  program.   The  farmer's  pro- 
gram of  production  is  meant  to  include  the  whole  matter  of  crop  rotation 
and  livestock  enterprises  in  their  complementary,  supplementary,  and  com- 
petitive relations.   It  may  well  be  considered  the  center  of  interest  in 
the  farm  organization  study.  Size  of  farm  is.  a  matter  of  groidng  impor- 
tance in  the  readjustment  of  Western  States  agriculture  which  seems  so 
imminent  in  many  areas...  Under  farm  improvement  is  contemplated  such 
matters  as  the  type  and  size  of  farm  buildings,  farm  and  field  layout, 
and  other  problems  of  building  and  ^maintaining  the  farmplant.  Farm 
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technique  is  c  phase  cf  no^cr  importance  in  present*-day  J*arm  organization 

and  particularly  in  the  «sst  "here  the  introduction  of  new  machines  arid 
pcver  units  lias  gone  sc  far  toward  upsetting  the  traditional  methods.   It- 
is  in  -his  connection,  perhaps  nere  then  any  ether,  the:  the  nutter  cf 
relative  costs  enters  in  end  in  which  the  effectiveness  cf  the  fanner  as 
:n  operator;,  as  ddscingc,ished  frcre  his  function  in  plcnning  ani  organiz- 
ing, is  to  be  considered* 

Under  efficiency  and  costs  ere  contemplated  such  comparative  studies 
as  usually  enter  into  a  general  farm  organization  project  designed  tc 
measure  the  effectiveness  of  various  methods  of  operation  and  tc  eenpare 
these  efficiencies  en  voriens  farms  by  indexes  cr  ether  neens  cf  neesure-. 


Under  financial  organization  end  reenegenent  there  is  contemplated 
a  study  into  the  peeunicry  background  ef  the  vhcie  physical  setup  end 
operation  of  the  farm.  The  financial  problems  involving  securing  end 
investing  ef  capital,  the  creatien  ef  adeetiate  financial  reserves,  and 
the  esteblishment  end  maintenance  of  credit  releticns ,  neve  essuned 
edded  invpertence  in  vi  ev  ef  the  depressed  cenditien  ef  agriculture  in 
many  parts  ef  the  regis;:..  The  nev  teehnicpeo  itself  has.  fundamentally 
chenged  the  eepitei  structure  ef  the  fern,  in  terns  ef  both  long-time 
capital  end  operating  capital.  Y.e  neve  probably  assumed,  mainly  en  the 
basis  :f  the  edded  efficiency  which  the  nev  technique  hes  rnde  pes s dele, 
thet  it  hes  given  certein  of  eur  never  erees  e  streng  cenvperetive  advan- 
tage ever  sinilcr  erees  vhere  the  nev  cechnieuo  is  net  sc  reediiy  edept - 
ebie.   7,~o  have  failed  fully  tc  appreciate  the  finenciel  espects  cf  this 
epc,escicn.   For  ene  thing,  it  hes   chen-ed  the  prepcrticn  betveen  cut-ef- 
pocket  ccsts  end  these  cests  represented  by  the  use  ;f  the  fencer's  cvn 
time  end  teet  of  his  family.   In  s:  ioing,  it  has  raede  the  fern  business 
somewhat  less  immune  tc  shocks  :f  unfevcreble  prices  end  drcuth  visite- 
tion.  When  we  build  up  a  capital,  structure  ve  nust  realize  that  the 
ccsts  nust  be  net  by  current  incene  er  from  reserve.   They  can  net  be 
net  ty  extracting  the  standard  cf  living.   We  need  tc  de  a  lot  of  think- 
ing on  this  phase  cf  the  farm  organization  problem,  particularly  in  the 
dry-farming  areas  cf  the  Western  States.. 

Tee  specific  setup  for  reseerch  covering  this  peered  field  of 
fam.  crganizaticn  and  nanage:.;ent  is  of  major  ie:p:rtence.   In  generel . 
t  :th  the  Federal  Division  and  the  individual  State  hes  e  vitel  ietcrest 
in  the  results.  At  the  sane  tine  the  results  frcn  eny  y.ven  pr:;'e:t 
iesigned  tc  meet  the  problems  of  e  particular  localized  situetien  ere 
useful  in  :nly  e  dinette  extent  outside  of  teet  eree.   It,  therefore, 
d:-s  net  lend  itself  well  to  a  division  ef  labor  between  the  States 
although  there  ere  ceses  where  type-of -farcing  erees  overrun  State  lines, 
in  which  en  effective  division  of  labor  nev  veil  be  worked  :uc.   On  the 
~~-de,  hetever,  tees  type  :f  prcj'ect  seems  tc  lend  itself  t:  :  joint 
sharing  :f  expense  and  responsibility  between  the  individual  Stete  ccn- 
cerned  eed  the  Tederel  Department.   Tee  intent  t;  s?hich  '':.:   Federal 

artment  ::.:.  enter  ipton  projects  in  all  cf  the  erees  cf  interest  both 
nationally  end  tc  the  Stete  depends  upon  the  sxt  nt  ot   its  finances. 
Obviously,  only  e  limited  number  of  projects  cee  de  conducted  et  e  giveo 
tine  en  the  basis  of  our  present  budget.   It  ds  ef  utnust  ienertence  thet 
the  erees  selected  represent  major  problems  end  important  sectors  cf  the 


agricultural  front.  Space  does  not  pernit  our  discussing  the  specific 
f orris  which  these  projects  should  take,  the  type  of  information  which 
should  be  gathered,  and  the  type  of  analysis  which  may  best  be  applied. 
These  are  natters  which  r.iust  be  left  largely  to  the  cooperating  parties 
to  be  adjusted  to  the  peculiar  needs  connected  with  each  individual 
project. 

The  last  item  under  individual  aspects  is  that  of  the  human  ele- 
ment in  farm  proprietorship.   This  Division  has  made  a  limited  start  in 
the  study  of  this  important  phase.   It  has  been  our  feeling  that  most 
farm  organization  studies  have  inquired  into  the  organization  itself  and 
not  the  man  behind  the  organization;  although  it  has  been  generally 
recognized  that  he  is  the  essential  element  responsible  for  the  effi- 
ciency or  non-efficiency  with  which  the  unit  is  organized  and  operated. 
To  be  sure,  a  considerable  amount  of  attention  has  been  paid  to  farm 
tenure  as  it  affects  farm  organization.  What  we  need  more  particularly 
to  study  is  personal  traits  and  individual  background  in  their  effect 
upon  a  farmer's  ability  to  organize  and  manage  a  farm  successfully.  This 
Division  is  just  rounding  out  the  first  phase  of  a  project  cooperatively 
conducted  with  the  Minnesota  Station  in  which  we  have  attempted  to  do  a 
little  experimental  work  in  research  method  in  this  field.   The  results 
are  tentative  as  yet  and  we  expect  to  carry  the  experiment  very  much 
further.   It  seems  likely,  however,  that  it  will  be  possible  to  add  this 
aspect  to  almost  any  general  farm  organization  study  end  thus  to  add  to 
our  understanding  of  the  significance  of  the  human  element  in  farm  economy. 

Within  the  limits  of  a  paper  of  this  sort  it  has  been  possible 
only  briefly  to  sketch  the  considerations  in  a  coordinated  program.   It 
remains  to  make  my  suggestion  promised  in  the  Introduction  for  a  plan  to 
coordinate,  as  far  as  possible,  the  farm  management  work  in  the  various 
Western  States  with  the  work  of  this  Division.   I  do  not  believe  it  is 
feasible  for  any  Federal  man  to  assume  the  whole  responsibility  of  leader- 
ship in  this  important  matter,   I  suggest,  therefore,  that  a  committee  or 
council  be  established  composed  of  representatives  from  each  of  the 
States  and  from  this  Division,  something  after  the  model  of  the  New  England 
Research  Council,  whose  function  it  would  be  to  study  the  need  for  farm 
management  research  from  the  point  of  view  of  the  region  as  a  whole,  to 
suggest  a  division  of  labor  on  such  projects  as  need  not  be  studied  by 
each  State,  and  work  out  the  whole  program  of  cooperation  and  coordination 
suggested  in  the  discussion  of  this  Association  last  year. 

The  considerable  travel  expense  involved  in  the  meetings  of  such 
a  council  would  preclude  any  very  frequent  getting  together.  Perhaps  at 
the  start  an  annual  meeting  in  connection  with  the  meeting  of  this  asso- 
ciation would  have  to  suffice.   Much  could  be  accomplished  through 
correspondence.   The  chief  advantage,  it  would  seem  to  me,  would  arise 
from  the  understanding  and  unification  which  would  result.   I  wish  to 
assure  the  members  of  the  Association  that  this  Division  is  more  than 
ready  to  participate  in  any  movement  which  promises  to  knit  together 
more  closely  the  work  of  farm  management  research  men  and  to  make  more 
profitable  their  already  valuable  effort. 
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